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17 August 1967

MEMORANDUM FOR: Director of Training

FROM ¢ Chief, Career Training Program
SUBJECT ¢ Inspector General's Survey of the CT Program
REFERENCE ¢ Memo dated 14 July 67 from Executive Director-

Comptroller to DD/S, same subject

1. In paragraph 1 of the reference Colonel White requested additional
comment on the IG's Recommendation No. 2, that DIR improve CT counseling.
In view of this request, and our recent notification that you will discuss
this subject next week with Colonel White and the Deputy Directors, I offer
the following comments.

2, As background, let me refer to two earlier papers:

a. My first reactions to the IG recommendations were
expressed in a memo to you on 8 May 1967. Attached
(Tab A) is a copy of the portion of that memo which
dealt with Recommendation No. 2, concerning counseling.

b. In early July we discussed the Director's interest in
the IG Report and his wish that procedures be established
for more effective monitoring and counseling of CT's
during their early years in the Agency. On 14 July 1967
L gave you a memo proposing steps to accomplish that
objective (copy attached, Tab B), I still believe that
the joint Directorate~CTP approach suggested therein is
valid; and furthermore, its functioning could be assisted
materially by the new Task Force proposed by OMS/A&E Staff
which will examine the experience and performance of CT's
following their '"graduation'" from the Program.

5X1A 3. We now have had 3% months of experience with the more frequent

2 visits of CTP officers to R 2 period during which an OFC, OC and SOC
were in session. I am persuaded that this increased communication has
helped materially to keep trainee problems to a minimum. We have no
statistical proof, but we know that the period since 1 May has been rela-
tively trouble-free, and we know that timely discussion has headed off a
few problems before they could "snowball" and become troublesome. Our }
collective experience indicates that frequent visitation is particularly
important during the running of the OFC, and during the last few weeks !

25X1A of the CT's stay at - These are the periods when trainees are 1ike1y}

P 1
Excluded from automatic
downgrading and
tieclassitication
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to be most ''edgy'" and to need some extra time with their advisors. We
propose to continue our more frequent visits and will pay particular
attention to the more critical periods. I believe this increase in
communicaticn satisfies to a very large extent the objectives of the
recommendation for the period while the CT is in the Program.

4o I believe an important further step has been taken in providing,
in the revised training schedule, a week for systematic review and
consultation on and with each CT after completion of the first twelve ;
weeks of training., Here is a period in which counseling will have very |
definite focus and significance, and we plan to make full use of it as ‘
we assess with each CT his experience and performance to date.

5. Related to paragraph 4 above, we plan to develop further the
practice of calling upon experienced operating personnel in DD/I, DD/S
and DD/P to provide additional information and counseling, as needed,
on an individual case basis., The instances are few, but they sometimes
arise, in which a CT may need some depth of discussion beyond that
afforded by the training program or the regular CT-Advisor communication.
In such cases we normally seek assistance from the appropriate operating
area; the change will be our expanded use of this method of strengthening
the counseling function,

6. In summary:

a. We are doing a better job of counseling in the Program
by keeping in closer touch with CT's while they are at - 25X1A

b. The designation of Directorate counselors can be very
helpful, particularly in coordination with Program officers.

c. The CIP staff and the A&E Staff Task Force can work
together constructively to accomplish a needed follow-up
and validation function with respect to CT graduates.

d. We are taking additional action to strengthen counseling
as outlined in paragraphs 4 and 5 above,

25X1A
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$ May 1967

IEHORANDU FOR: Director of Training

FRGH Chlef, Caveer Training Progren
SUBJECT ¢ Inspector Ceneral's Survey of the Career Training
Program, April 1967 :

Summarized in the following paragraphs ave my fomediate reactions
to Inspector Ceneral's observations end recomrendations concerning the
Program, Additional comments on certatn pointa will be submitted aftier
further study. A4s a generalization, I am pleased with the constructive
tenor of the report and its conclusion that the Program is a success.

e 12, Reg, #1, Concurj we srand ready to assist in the revision.
- .

Pe.13s para. 4££3 v. 16, Rec, #2. I agree with the objective, nawely
£o improve the coungeling function, but only in part with the reazsons given
as to why it i{s weak, and not with the speeific actions recommended to
luprove it. What the €T wauts mest is rellable informaticn about what
lics abead for him, particularly the treining he will get, the nature and
timing of his permanent azsignument, and what he may expect in the way of
carcer advancement, The coustant process of chunge which has affected the
Prograw for almost three vears has made it well-pnigh impossible for any
couuselor, €1 Staff or othervise, to provide more than temporary or
genevalized guldance on these matters, e recognize this weakoess in the
Program and f£oel that one of the most helpful improvements would be zimply
wore tinm for informal commnircation with tralnces. A Progrem Officer/CT
ratio of about 1 to 45 makes this very difficult, I question whether the
specific actions recomzonded would help, and there 1z the danser that they
nmlght weaken the counseling finction further by diffusing Yoopousibility
and bringing too many voices into the act. Iore gpecificalily:

2. We place three classes of DDI CY's per year, numberiang 15

H to 20 each, and the placement negotisticns For each clase are

i handled by a single officer. The DDI is not a single Career

; Service grea but contalaw several, cach with widely varylng recuiree
ments and nultiple zssigament possibilities, and we have found
throush expericnce that personalized placement iz advantageous to
all concerned, Centralizing the procedure inm the Almin. Staff

sdght save nine or ten man~days por year of CT Staff time but we
would lose in oppovtunities for individual counseling and in the
very bemeflclal working=-level exchange which we now have with the

R
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ceoiving Ofilces. Present placement procedures are vorking wall;
change them as recomsended might zein so insigaificant time
ing but in my opinion would resuli im a2 net qualitacive loss
the Yrogram.

R

., HEMinstructors, by virtue of their €S cricntation and thciz
Indng function, ave particularly cualified to provida tuo valuzble
ccts of counseling to Ci'fs at _ information about the

v oecaveer; gad advice to individuals sbout thedy antitude and cuitae
biiity fox it. This they ave doing very well aud 1 guestion the
sicdom of saidng them to take on ganeral Asency careor aud adainictroe-
tive counveling., The better answer lies in the action slready being
taken to hsve Program Officers spend more time with CT's ﬂ

ot

-

25X1A
¢. This point i5 somevhat {rrelevant to the counselios function.

; sn carlier career decigion would be helpful in some cases aud in

others might be considered premature or arbitrsry. One of the

cujectives of the inftial training period is to provide informaticn,

: for the ifendividual and the orgspizerion, on which to base a meaainsful
carcer Glrection declsion. To speed up tha process is to ruw the risk

! o~

of falling imto the “guota systewm™ trap.

<. I agree that it would be generally desivable to have expericnted
ax-CT's to cerve as Program OLficers. They would not neccssarily be
botter couvnscelors, however, by virtue of hoviaz beex threough the
frogran in past years. Interest in and sptitude for our work are

the determining factors; a “simpatice® sttisude way mean much more
than techaical competence.

S

-

In supgary, I think weabness in the counsaling function is a divect
veticction of the fact that theve are too few of us in relation to the many
€%, Two more Progran Officors would be the most helpful fmmediste solution.

c

£ i . e e 50 15 e et s i - P~

2,20, Bee, #3, Concur.

e Yy Bee, #4. Concur.

2o Rece, #5, Concur,

Lo 23 Be0a. ¥G. Concur ip principle; will provide summariecs about the
coaposivion of classes henceforth, but do not favor disseminating viograpale
data outelde the Headguarters srea.

Lo 202 Rone #¥. This merely avolds the problem. When sgreerent hes boen
veachza on other actions recommended, specifically the starting salaries for
Ci'z and the length o their treining, then we will offer & prepoasl on

o]

romstion policy.

2, 28, Rec, ¥3. Concur. Action is cuxrently under way.

Approved For Release 2001/03/30 : CtA- 78-06207A000200100009-6

WL




Approved For Release 2001/03/30 : CIA-RDP78-06207A000200100009-6

TAB

Approved For Release 2001/03/30 : CIA-RDP78-06207A000200100009-6



